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Where Do Flowcharts Fit in the Ql Process?

Issue to
Consider

Brainstorm &
Consolidate Data

Document Current
Process

Monitor New Process
& Hold the Gains

Run Charts &
Control Charts

T

Brainstorming

Document
New Process

Analyze Information
& Develop Solutions

Flowchart

Identify Areas of
Greatest Concern

Cause & Effect Diagram

|

Isolate Root
Causes

5 Whys & Root Cause
Analysis

|

Translate Data
into Information

Gather Data on
Pain Points

Pie Charts, Pareto Charts, Run Chart & Checksheet

Histograms, & Scatter Plots

Flowchart Solution & Effect

Diagrams

Source: Public Health Quality Improvement Encyclopedia, Public Health Foundation 1
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What is a Flowchart?

* A flowchart depicts all of the steps in a process
in sequential order from START to FINISH

* Uses shapes/symbols to depict steps
— Ovals: Starting and Ending Points
— Diamonds: Decision Points
— Squares: Activities
— Arrows: Sequence of Actions

* Possible elements may include:

— Sequence of Actions

— Inputs and Outputs
— Decisions

— Time or People Involved at each Step
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When to Use a Flowchart

* Use a flowchart to depict and understand
the steps in a process or design a new

process
— Show connecting processes \\ _/f(— .
— ldentify wasteful steps a [

v \ Ny
— Uncover sources of variation [

B ¥

— ldentify areas for improvement . Q

* Document the current process when
planning and the new process after
you’ve tested improvements

* Use a flowchart as a training tool
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How to Construct a Flowchart #1

Collect information on the process
— Experience
— Observation

N
— Conversation ;Q

— Interviews

— Research

Gather people who understand the
process to develop the flowchart

<\

— Include people who do the work

Decide how detailed to make the diagram
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How to Construct a Flowchart #2

Define the process’ starting and end points
Flowchart Template:

List each step in the process http://asq.org/sixsigma

— Recognize that staff may use different /2009/04/flow-chart-
processes

— Be accurate and honest
— Use post-it notes, to easily adjust steps
Use the following prompts:

$
.

— How does the process begin?

— What happens first? What happens next?
— What are the decision points?

— Where do inputs and outputs come into play?
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How to Construct a Flowchart #3

* Write each step in the appropriate shape ﬂommon Flowchart Svmbm

. Start or End Point
— Start with an oval symbol labeled N
START Activity
o . <> Decision
— Finish with an oval symbol labeled END . )
Input/Output
* Draw arrows between shapes to indicate Document
the process flow g
Forms
— Shapes with more than one arrow D Wait/Delay
should be diamonds (decision) v s
torage
— All arrows should lead back to an |:> Transport
earlier step or toward the end of the D et
process 4 A
Output
@ Connector
w Preparation J
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How to Analyze a Flowchart

Review the flowchart with people involved
in the process

Walk through the process to verify that
steps are in the correct order

Amend if needed
Identify areas for potential improvement
— Time lags or delays

— Steps that don’t add value

— Unnecessary decision points
— lllogical sequencing

— Chances for error

— Duplication of effort

— Unclear lines of responsibility
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Potential Pitfalls

* Did participants understand the
flowcharting process?

* Was the flowchart drawn the way
participants envision the process or the
way it actually works?

— Were participants reluctant to depict
illogical parts of the process?

CAUTION

* Do you have buy-in to use the flowchart?
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Flowchart Example

EXERCISE 1
Flowchart for Cut Grass Process

“Cut e grass.” e grass | Cutheguas '_*

SpOUSES Siye *
Tl prass”
Slad
- P
Oioes s
DPEE# T nesd lo be el hose | mm,ﬁ
s
Miw the yard 7
Full kxamnimowes * N
Turm lawrsmmer RelLim mcwear
off o parage
choo
Puilin
Cetgasfed |, amﬁfg
fom farage a8 nieede]

Source: The Air University, Basic Tools for Process Improvement 9
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Group Activity:
Design a Flowchart
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Where do Gantt Charts Fit in the Ql Process?

Large Issue,
Problem,
Sensitive
Situation

Inter-relationship Diagraph &
Prioritization Matrix

Brainstorming

& Affinity Diagram \

Sort &

Prioritize Control Chart &

SWOT Analysis

Understand
& Baseline

SMART Chart

Problem
Prevention

Prioritize
Actions & Tasks

Develop
Project Plans

Develop
Actions &
Steps

Process Decision & Gantt Chart Control/Influence Matrix, Tree Diagram
Program Chart & Critical Path Analysis Prioritization Matrix, &

Know/Don’t Know Matrix

Source: Public Health Quality Improvement Encyclopedia, Public Health Foundation 11
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What is a Gantt Chart?

* A chart that represents the project timeline

* Lists all activities required to complete a project

[
— Identifies the start and end date of each
activity kTW WW
— Shows the duration of planned activities ,_: —
— Displays overlap between activities K
— May identify people assigned to the tasks O

* Can be used to plan activities and show progress

— Builds accountability
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When to Use a Gantt Chart

* Develop a Gantt Chart when planning a project

— l|dentify major tasks, resource needs, and
timing

— Establish the order of project activities
— |dentify possible implementation barriers
— Communicate the project timeline

* Use the Gantt Chart to monitor progress

— Alerts you to problem areas

— ldentifies milestones

13
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How to Construct a Gantt Chart #1

* Brainstorm tasks that need to be
completed to make the project a success

* |ldentify the first and last tasks and the
project’s start and end dates

* Sequentially order the tasks. Which tasks:

— Can be completed in tandem?

— Must be completed consecutively ?

14
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How to Construct a Gantt Chart #2

. : - N
Design the Gantt Chart Gantt Chart Template:

. : http://asq.org/sixsigma/t
— Columns: Timeframe (i.e., Days, Weeks, T ——.

Months) chart.xls

— Rows: Tasks

— Use an unshaded diamond to denote
tasks that happen in a point in time,

such as a presentation ﬂf’f :
Vs Vs A
/ y >
— Use unshaded bars to denote tasks that - PRo\ECT d

=TART

occur over a period of time, such as
publicizing a training

15
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Use the Gantt Chart to Monitor Progress

* Display progress on the Gantt Chart
— Partially shade bars to represent progress
— Shade diamonds and bars when tasks are complete
* Monitor the overall progress of the project and make adjustments if needed
— ldentify deviations and use QI tools to address
— Prioritize tasks, reassign team members and/or secure additional resources

* Report on the project’s status

NEXT STEP

A
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Gantt Chart Examples

Gantt Chart Livingston County Department of Health-Accreditation Preparation Process
Overview

Time Frame Assign to:
Educate Staff:
Essantial Sarvices
Operational Definition
Voluntary Mational
Accreditation Process PHD
Apply Operational
Definition/ES to LCDOH PHD
Apply for MACCHO
Grant PHD
Complete QI Process for PHD, Center Directors, and
Grant Supsrvisors
Continue with Ol process
for DOH PHD
Select another Cl project
from Matrix Accreditation Team
Apply for Accreditation Entire Staff
Celebrate Accreditation Entire Staff
Continue with Ql process|
for DOH Accraditation Team

Source: Livingston County Department of Health



(COUNTY OF LOS ANGELES
Public Health

Storyboard
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Central Michigan District Health Department Planning Flowchart

H ' EF clism i
Question |: | Erciecms o

Question 2:

Question 3:

Question 4:

Question 5:

Source: Central Michigan Health Department 19
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Central Michigan District Health Department Updated Flowchart

| START

EH client applies for permit, sendce is per-
formed, and final is approved.
)

Secretary mails sunsey with final papenwork
to land owmer with service, month,
and county circed

)

--"'"-'_A_\-""‘—\-._\_\__
{-f"ﬂda;ﬂﬁmm HE:_:} Mo . END

-\-\_\_‘—\—\_\_\_- --'_'_'-'_'_‘-'_'_'_-
>_““—-Iti
qf’fu_mm in suneEy -""—h-:___ N
-"—\-\_\_\_\_\_\_ __,_,_;-'—"'-'_'_F-

—

-~~~ Wegafive comments —___ Yes Copy sent to Division Director
i
{_____ fior follow up

i Copy sent to secretary to put
= Postive comments T Y ™ athe Contralline

Source: Central Michigan Health Department
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Central Michigan District Health Department Gantt Chart

MLC-3 CENTRAL MICHIGAN DISTRICT HEALTH DEPARTMENT TIMELINE
TASK HAME DATE 03 "09 0409 Q' ' DONE?
APR |MAF( JUN | JUL | AUG | SEP | OCT | MOY | DEC | JAN | FEB | MAR

Step |- Getting Started- Meet with MPHI D401/09 | X [TES
Step 1- Assemble the team- Initial team meetng | 05/26/09 X [I'E'_i
Learning Sessions 060109 X VES
Step 3: Examine the current appreach, Planming 06108 X 31
tnols, & AIM statement "

|lnu|t at qurrent survey data ) h‘ES
Review survey distribution X ES
tep 4 Identify possible solutians X ES
Decide on Ol plan 06/01/09 X IVES
Step 5: Develop an improvement plan X [I'E'_i
Develop proposed tool & proposed policy 0eM1/09 X[ X|X [I‘ES
[Pilot new survey (one county) 0701709 X ES
Implement new survey Y x| x| xE
Step 6: Test the theory Y (XX X[ X]X h‘ES
Track surveys given out and received a7y )X X X XX X [I‘ES
Increase data amalysis efforts 0&/09/09 K[ X X X K| X X [I‘E'_i
Meet with MPHI 08/09/09 X S
tep T- Study the resubts TERE IYES
Step 8: Mandardize the improvement XX ]| X YES
Step 9: Establish future plans X[ X | X |VE§

Source: Central Michigan Health Department 91
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QUESTIONS?

22



